The reference services literature proclaims that change is THE major character in this unfolding drama with ambiguity playing a supporting role.
David Lewis and others remark on the "radical changes" (Lewis, 1994, p.445) generated by new technologies, mushrooming amounts and kinds of accessible information, shifting demographics and increasing size of our patron base, greater demands for traditional and new services, and static or declining budgets and staffs (Barnello, 1996; Nofsinger & Bosch, 1994; Papandrea, 1998) .
The reference department at Oregon State University is certainly not unique in its quest to merge new and traditional services and to accommodate the expanding needs of its local and distant users. However, after mergers and expansions of departments and programs, creation and dissolution of formal and informal teams, the destination we've reached is somewhat unique: a hybrid management model that addresses the complexity of our work We'll briefly describe the changing reference scene, some alternative models of reference service and our evolution to the current configuration.
Finally we'll talk about our use of a Reference and Instruction Council that shares accountability and decision making. We'll discuss the advantages and potential problem areas for using such a model.
6
What needs to be managed?
The basic character of reference, providing "assistance to individuals seeking information and ideas" (Bunge & Bopp, 2001, p.6 ) has remained constant throughout the history of reference services. Of course the extent and nature of that assistance varies from institution to institution depending on size, mission and patrons. According to Lewis (1994) , the head of public services at a major university, reference services include working with patrons at a desk, collection selection and management, liaison, bibliographic instruction and implementation of electronic services. Kibbee (1991) similarly typifies reference services as encompassing collection development, information services, user education and special collections and services. Barnello (1996) Management of the reference department includes not just the services, but also the service providers. Nofsinger & Bosch (p. 88, 1994) suggest the role of reference manager must cover 3 major areas: "management of reference personnel; implementation and adaptation of new technologies while maintaining traditional means of information access, and leadership and planning for anticipated changes in the future". Because more and more demands are being placed on reference staff, the job of managing them becomes more complex (Dunshire, 2001) . Spalding (1990) and others state that, in addition to department level functions of coordinating activities, securing resources, serving as an advocate for the unit and otherwise providing a vital node in the communication network, reference managers must serve as a model for and mentor to individual reference staff (Nofsinger & Bosch, 1994) . This includes exhibiting fair behaviors that work in support of clearly stated institutional values and job expectations, socializing to the institutional culture, providing constructive performance evaluations, and offering professional development opportunities. Because the technology integral to reference work changes at breakneck speed, the need for ongoing learning and enhancement of technical skills on the part of staff has accelerated tremendously. Professional development can be promoted internally through such actions as shared jobs, rotating job duties, project work or temporary appointments as well as the more traditional training opportunities. Spalding (1990) also outlines the responsibilities of the individual to know her/himself and seek out those experiences that will keep her/him a valuable and engaged professional.
The changing reference landscape In today's often conflicting climate of simultaneous expansion and contraction, David Lewis (1994) says it is "urgent" that we change how reference services are provided even though we're not yet clear about the extent of the problems or their answers. Barnello (1996) rightly points out that many of the changes in academic libraries are responding to changes in higher education -distance education being a notable example. Others note that libraries reflect the cultural and political environment in which they exist (King et al., 1991) and certainly the proliferation of information noise in American culture is commonly acknowledged (Urgo, 2000) . Almost all would agree that technological changes are having the most profound impact. Stuart and Hutto (1996) put it succinctly when they say that reference is moving from a "collection-based to a service-based orientation" (p.xiii)
In addition to all the traditional functions, successful academic reference service in the future will expand to include: more consultation more project work related to electronic services and products a greater emphasis on subject specialization to facilitate consultation and liaison a need to constantly upgrade skills, especially technical skills increasing demand for instruction in the use of the libraries resources use of more automation and lower skilled professionals to serve patrons serving more remote and more diverse patrons (Lewis, 1994) .
Consistent with these observations and predictions, others suggest that librarians must play a more active role in shaping the electronic interfaces between 9 patrons and our services and products (Stuart & Hutto, 1996) . Most believe that, in spite of the increasingly self-service nature of many information resources, the need for instruction and mediation services between patrons and information will be an increasing demand (Dunshire, 2001; Katz, 1997, p.xvi) . One writer even suggests that, given libraries philosophical underpinnings as an educational institution dedicated to preserving an informed citizenry, "education in the use of libraries and the information resources at their disposal may be considered even more basic a service than traditional reference service…" (King et al., 1991, p.38) Not surprisingly, it is also proposed that a new mix of skills will be required in order to manage these constantly evolving services. Gordon Dunshire (2001) refers to them as "meta-skills" which will replace library-specific expertise. Papandrea (1998) comments that these changes require expanded focus on both external factors and internal factors resulting in an increasingly complex management job. Whatever the particulars, most would agree that reference services is not the place for the faint of heart or those seeking predictability (Dunshire, 2001 ). An added challenge comes from the increased value placed on knowledge management skills in the broader marketplace; this means that many of those who might have come to libraries fresh from their masters program are now finding it more lucrative to take jobs in the private sector. Both recruitment and retention are becoming significant concerns. Since library salaries are unlikely to increase to competitive levels in the near future, it is truer now that ever before that "management, in partnership with staff, must continually examine organizational structure and communication for their impact on professional development and satisfaction." (Spalding, 1990, p.231) Alternative models of managing and organizing reference "Defined in operational terms, management is the act of directing and organizing to accomplish a goal." (Kibbee, 1991, p.196) While there is some evidence that university libraries are confined to hierarchical management structures (ARL, 1991 , cited in Lewis, 1994 Kibbee, 1991) , various iterations of team and participatory management, at least in reference departments, have been tried. In general the hierarchical model, in which all authority and decisions emanate from the department head, has the advantage of efficiency. Typically less time is spent in consultation and decision making because this model does not necessitate seeking and using input from the staff (Kibbee, 1991) . A common drawback is the feeling of disenfranchisement and lowered morale among professional staff Both the general management and library literature promote participatory management, i.e., a greater involvement of staff in departmental or organizational decision-making. Kibbee (1991) suggests, for example, that the structure under the head of reference is comparable to a web ---"a multifaceted organization, in which it is not uncommon for individual reference librarians to hold multiple responsibilities and to assume managerial roles for the administration of specific functions" (p.193) . Postulated benefits are improved morale, increased motivation and involvement, development of diverse and flexible skills, greater recognition and respect among colleagues and avoidance of burnout (Perdue & Piotrowski, 1986; Spalding, 1990) . The benefits to patron/ customer service are promoted as well. Potential drawbacks include the increased time required to make decisions and negative reactions when staff input is not the determining factor in major decisions.
Collective management represents the other end of the continuum; here, authority and responsibility rest with the group as a whole. Problems with accountability make this a difficult model to maintain in large departments, although it has been successfully used in at least some college settings (Comer et al, 1988 , cited in Kibbee, 1991 . The advantages reported were improved morale, good staff development opportunities, greater ownership of the mission, goals and work. Drawbacks are variable levels of management skills, additional responsibility for the head of public services and a difficult decision making process when opinions are divided.
Some specific examples of non-traditional reference management in academic libraries have been described in the literature. Gilles & Zlatos (1999) and Perdue & Piotrowski (1986) , at Washington State University and West Florida, respectively, have decided to share the head of reference responsibilities by rotating tenured (or equivalently qualified) librarians through the position . In both settings, the acting reference head maintained most or all of their other librarian responsibilities. It is noteworthy that at Washington State, they do have a permanent position, Head of User Services, which would probably encompass a significant amount of the work that normally falls to a head of reference. The report does not detail the duties of the person in the 3-year rotating position so it's difficult to make direct comparisons. They go on to note that this is a facilitator position and suggest that the department operates as a team in much of the decision-making. West Florida has also been happy with their rotating reference head and notes the advantages usually cited in connection with other team-based or highly participatory models. In addition, these managerial rotations provide avenues for developing administrative skills and promoting institution-wide perspectives among staff. Potential problems noted are the lack of financial remuneration for additional responsibilities, the difficulties of balancing administrative work with other responsibilities and some individual's unsuitability for the role of management. Both articles suggest that it is essential to have a supportive group of colleagues and that the positions be voluntarily taken on. Perdue & Piotrowski (1986) also believe the size of the department might play a crucial role in the ability to use this model. Papandrea (1998) Below the level of department head, there have also been numerous experiments with how the work in the department is organized and carried out (Bunge & Bopp, 2001; Kibbee, 1991) . The Brandeis or two-tiered model is probably the most notable. Paraprofessionals offer the first point of interaction with patrons at the desk while professional librarians are available for more complex questions or lengthier consultation. Both successes and failures have been described in the literature (Nassar, 1997). Although this model attempts to address some of the challenges to reference noted above, they don't really alter the fundamental management structure.
Other debates center around whether or not reference services should be therefore what is needed is a professional bureaucracy, more akin to the organization of a law firm. Library hierarchies should be flattened, equivalent support services must be offered at all levels and public services planning and priority setting must be done by reference. If we are at the forefront of technological changes in information services, as we like to present ourselves, then we must adapt our organizations to support this position or risk failure. He believes that without this shift, the demands for changing the work of reference will be unrealized. meeting skills does make a difference, and communication is critical. We have also confirmed that "collegiality" is a core value that overlays all our activities and the choices we make.
Earlier models were typically hierarchical with several layers of management: office managers, assistant heads, department heads, division heads. In earlier versions we provided reference service at several different desks: sciences, social sciences and humanities, information, maps, government information, a CD center. These have been variously combined and re-aligned over the years until we reached our present configuration of a main reference/ technical assistance desk and a government information, maps and microforms desk. A branch library 55 miles distant has always supported our marine sciences programs, and a new branch campus in central Oregon will share facilities and services with the local community college.
In the mid-1990's, while still retaining department heads and library-wide administrative groups, the library's public services departments formed into teams for Access, Frontline Services, Electronic Resources, and User Education. Council meetings serve to facilitate coordination between the workgroups, committees and departments interfacing with reference. Primary responsibility for communicating between reference and other areas of the library, including administration, is the duty of the department head. "Performance evaluation," which Nofsinger and Bosch call "the most sensitive area of communication, " (1994, p. 90 ) is also shared, to an extent, in that all members of the department provide feedback regarding their coworkers on the basis of their work at the reference desks, in workgroups, and, via a peer observation process, in instruction. Ultimately, the head of reference integrates this information into both a written and oral presentation for the individual and ties it to an annual review and work plan.
Nofsinger and Bosch also speak to managing "conflict and stress" (ibid, p.90) as a primary role for the department head. Certainly, the department head is responsible for the emotional health of the department and, as noted above, monitors personnel behaviors and attitudes. Council and the workgroups address these areas by coordinating and assigning pieces of work to assure equitable workloads. The workgroups provide small-group forums for problem solving and decision-making, addressing a frequent contributor to stress: perceived lack of control. As an example, in 2000 those working on the reference desks advocated for and were given approval to hire a pool of substitutes reference librarians, thus relieving librarians of the need to continually add to already heavy work assignments when colleagues were absent.
Members of several workgroups were involved in the recruitment, interviewing and training of our substitutes. As mentioned earlier, we rely on a strong departmental sense of collegiality and mutual commitment to service quality.
Technology Facilitator
Although the head of reference is nominally responsible for the Information Commons, the area in which many of the new technologies are made available and utilized, a number of other groups share the workload. Via the Council, the constantly shifting demands for services can be coordinated and prioritized and recommendations made to the department head for new equipment, service hours, level of staffing, and so forth. The department head is responsible for coordinating such equipment and service requests vis a vis the current budget.
Leading for Future Change
Ideally, the head of reference will lead as well as manage, providing strategic direction for the department and the library. The input of Council, both during meetings and from documentation created in the workgroups, helps frame these strategic decisions. Recently the instruction Workgroup created a mission and goals statement that served as a model in a department wide retreat. Reference Services is currently refining a similar document. The assistant head of reference chairs an Information Commons Visioning Group that is developing a mission statement to help guide future priorities and services. The department as a whole will determine our priorities based on these documents and general discussions in meetings and retreats. In the other direction, the department head works with the Council to determine how to implement strategic decisions made at the administrative and institutional levels.
The advantages of organizing and managing this way Clearly, our model is a version of participatory management and, as Papandrea has advocated, "shares the burden, shares the power and shares the fun" (1998, p.124) . It caters to people's strengths and interests. It provides opportunities for people to more fully develop management and leadership skills. A larger number of people are more familiar with the priorities and processes involved in coordinating the functioning of a large department than had been the case in previous models. Council members who were interviewed attest to the broadened perspective provided by that role. Those who write about professional development for reference librarians are virtually unanimous in promoting participatory management as an effective mechanism for this (Fulton, 1990; Spalding, 1990) . King (1987) and Katz (1986) also believe that having staff manage portions of the work brings the essential front line perspective of reference librarians to the management of those services. Another advantage is that the department head has multiple perspectives from which to draw. Ridgeway (1986) notes that the typical conditions of managing reference are antithetical to creativity; however, one creativity technique is brainstorming and the Council provides a forum for this.
Several authors have spoken of the necessity for sharing and shifting work to avoid burnout (Bunge & Bopp, 2001; Jones and Reichel, 1986) . It is important that individuals have the opportunity to move in and out of levels of responsibility for a time, depending on other career demands; an example in our situation is allowing people to step out of Council positions to meet obligations related to getting tenure. When interviewed, staff are unequivocal in their support of the workgroup structure as the most effective way to get things done. People can be involved in areas that interest them and the groups are small enough to be focused and productive. Most believe there is simply too much work for a single person to be responsible for. During one of our earlier organizational iterations, the Office Manager position was eliminated. Many felt this was a major error in terms of staff productivity. Even with our current model, there remained a pressing need for this level of administrative support, so we lobbied for and achieved reinstatement of a full-time position.
As noted by Perdue and Piotrowski (1986) , there is the risk that people will not want to take on the extra responsibilities and/or time commitments when there is no financial incentive to do so. To date we have not found that to be a problem. We agree that it is important to make positions on Council voluntary as much as possible. However, certain essential functions need to be represented in the communication and decision making process; therefore, some positions cannot be voluntary because there is only one person who can serve.
There is always the concern that people who are not particularly skilled in communicating, coordinating or leading will be put in positions that require these skills. Fortunately, nearly all staff have participated in extensive team training, resulting in a high percentage of people with leadership and facilitation skills. We have also found that strong workgroup members and a strong department head can mentor those who feel they are not ready to take on these roles. The fact that most of these positions are not permanent and that many of them are rotated mitigates these risks. Council exposes members to several models of leading, coordinating, and facilitating. Although there are never guarantees that you can develop someone into an effective manager, at least the opportunities are offered.
A major concern is that workgroup coordinators and other members of Council are often given responsibility without accompanying authority, which can slow down project implementation, especially when other library departments are involved. We will be hiring a new head of Reference soon, having been without a regular full-time person for over a year, and the hope is that s/he will be in a better position to advocate on behalf of Council-identified projects and issues.
Conclusion
As with other organizations confronted by changing external demands, libraries must find more flexible and responsive organizational structures than the traditional hierarchies (Papandrea, 1998) . Through trial and error we have arrived at a working model for managing reference services that provides this flexibility. Our Council and workgroup arrangement truly provide the opportunity for the entire Reference and Instruction 'village' to be involved and share in the increasingly complex job of managing an ever-expanding array of services. It provides professional development opportunities for staff and brings the front line perspective to decisions affecting our work. Our model may be
